Introduction
job satisfaction, work motivation, affective commitment, high levels of performance and organisational effectiveness (Bratton & Gold, 2007; Squires, 2001; Ulrich, 1997) . The influence of effective rewards management on employees' affective commitment, motivation and subsequent high organisational performance is clearly reflected in practice examples. Google, for instance, is currently ranked 4th in Fortune's Top 10 Best Companies to Work For, branding it as one of the most desirable employers worldwide (CNN Money, 2011) . Company reports indicate a high rate of employee satisfaction, low employee turnover and high organisational profitability. Google's employee management and retention strategies incorporate both monetary and nonmonetary rewards. On average, Google employees receive a salary of £86 800 a year, as compared to an average of £21 500 in the UK private sector (Rupert, 2011) . Furthermore, in line with changing work patterns, Google's reward management strategy includes flexi-time and a work environment that reconciles employees' work-life balance. Google employees are also encouraged to spend 70% of their time on core business tasks, 20% on projects related to the core business and 10% on any pet projects unrelated to the core business (The Google Culture, 2011) . This serves to boost employees' competitive intrinsic motivation, as well as rewards and job satisfaction. Google's strategy thus follows Perkins' (1988) suggestion that individuals who are intrinsically motivated seek opportunities to solve boundary-pushing challenges, demonstrate high levels of commitment to their organisation and are thus less likely to leave the employment relationship.
Objectives
This study seeks to explore what types of rewards South African organisations could include in retention strategies to make these strategies work most effectively. To this purpose it draws on a sample of South African employees to investigate the relative importance of employee satisfaction with different types of rewards in predicting two factors that make it likely for employees to remain in the employment relationship, namely, intrinsic motivation and affective commitment.
Contribution to the field
Whilst there is high workforce mobility throughout the world, retaining employees in South Africa is particularly challenging because large numbers of skilled employees leave the country. South African organisations should thus be particularly concerned about finding rewards strategies that are valued by their employees. Yet, whilst the literature reviewed in this article shows that elsewhere in the world, particularly in the United States, studies linking different types of rewards to employee motivation and affective commitment peaked from the late 1980s to early 2000s, there is a scarcity of such research in South Africa. It is thus likely that South African organisations have chosen to adopt reward management strategies that have been found effective in other countries without considering that management principles might not apply in a cultural context different to the one in which they were developed (Greenberg, 2011; Huang & Van de Vliert, 2003) . The study described in this article thus closes an important gap by investigating the views from a diverse sample of South African employees working across a wide variety of sectors and employment levels. By revealing which reward strategies are most closely linked to employee motivation and affective commitment, it contributes to assisting organisations in determining which rewards management strategies to focus on in order to increase staff retention and thus organisational effectiveness.
What will follow
The following literature review develops a classification of different types of rewards which forms the framework for the empirical analyses in this study. It also outlines the empirical relationships found between these rewards and affective commitment as well as intrinsic motivation. Following this, the method used in this study is outlined and the results described. The article closes with a discussion of these results including their practical implications.
Literature review

Definition of rewards
Monetary rewards are legal obligations in the employment relationship and are critical incentives to attract and retain employees. However, the relevant literature indicates that rewards transcend monetary boundaries and several reward categorisations have been proposed (Chen, Ford & Farris, 1999; Katz & Van Maanen, 1977; Malhotra, Budhwar & Prowse, 2007; Weatherly, 2002) . A classic categorisation by Porter and Lawler (1968) distinguishes between intrinsic and extrinsic rewards. Porter and Lawler defined intrinsic rewards as the satisfaction that a person derives from doing the job and extrinsic rewards as tangible benefits obtained as a result of doing the job, such as pay and promotions. Mottaz (1985) , on the other hand, differentiated between task, social and organisational rewards. Task rewards are intrinsic by nature and refer to the inherent aspects of an employee's duties such as the responsibility and autonomy he or she is given in completing a task and the importance of the task for the overall organisation. Conversely, social and organisational rewards are extrinsic rewards. Social rewards refer to nonjob related factors such as the interpersonal relationships with colleagues and supervisory support. Organisational rewards appertain to visible rewards provided by the organisation such as pay, bonuses and fringe benefits (Katz & Van Maanen, 1977; Malhotra et al., 2007; Mottaz, 1985) . Rewards have also been classified as either monetary or nonmonetary. Monetary rewards refer to tangible objects, such as pay, bonuses, promotions and formal recognitions, whilst non-monetary rewards are non-tangible and include praise and personal recognitions (Weatherly, 2002) . Chen et al. (1999) and Weatherly (2002) argue that monetary, as well as some non-monetary rewards, can be considered extrinsic rewards.
In this paper a reward taxonomy is used that merges the frameworks presented by Chen et al. (1999) and Mottaz (1985) . Whilst Porter and Lawler (1968) (Figure 1 ).
Intrinsic non-monetary rewards refer to rewards that are inherent to the nature of the job. Intrinsic non-monetary rewards can thus be seen as the positive emotional gratifications that an individual gets from his or her efforts at work (Porter & Lawler, 1968) . They can thus be equated to what Kallerberg (1977) termed intrinsic job satisfaction. For this reason the terms intrinsic job satisfaction and intrinsic non-monetary rewards are used interchangeably in this study. Intrinsic job satisfaction has been related to several occupational and organisational outcomes such as motivation, affective commitment, retention and organisational effectiveness (Kallerberg, 1977; Selden & Brewer, 2000) .
Extrinsic non-monetary rewards refer to external social rewards with respect to the job, such as healthy relationships with colleagues, supervisory support and their verbal praise (Katz & Van Maanen, 1977; Malhotra et al., 2007; Mottaz, 1985) . This particular study will focus on employees' perceptions of supervisory support. Studies have provided empirical evidence that perceptions of supervisory support positively affect employees' motivation and affective commitment towards the organisation (Eisenberger, Stinglhamber, Vandenberghe, Sucharski & Rhoades, 2002; Randall & O'Driscoll, 1997; Williams, Brower, Ford, Williams & Carraher, 2008) . In this study, ENMRs are understood in line with Gagnon and Michael's (2004) definition of perceived supervisory support which is 'the degree to which employees feel that they are supported by their supervisor' (p. 173). Extrinsic non-monetary rewards may involve taskoriented and socio-emotional actions such as communication, goal-setting, provision of constructive feedback, showing understanding and expressing concern (Amabile, Schatzel, Moneta & Kramer, 2004) .
Extrinsic monetary rewards, as defined in this study, represent organisational rewards such as pay, bonuses, security, formal recognitions and awards and fringe benefits including travel (Chen et al., 1999; Malhotra et al., 2007; Mottaz, 1985; Weatherly, 2002) .
Rewards and affective commitment
Organisational commitment can be categorised into normative, continuance and affective commitment (Meyer & Allen, 1997) . Normative commitment refers to employees' perceived obligation to stay with an organisation whilst employees with continuance commitment choose to stay with an organisation because they have no choice (Malhotra et al., 2007; Meyer & Allen, 1991) . In contrast, affective commitment is conceptualised as an emotional attachment and loyalty displayed towards the organisation as a result of rewards obtained (Kuvaas, 2006; Malhotra et al., 2007) . Affective commitment is the commitment dimension which has been found to be most strongly related to positive occupational and organisational outcomes such as job satisfaction, motivation and employee retention (Buitendach & De Witte, 2005) . In line with Malhotra et al.'s (2007) definition, this paper defines affective commitment as an employee's emotional attachment, identification and involvement with the organisation as a result of favourable perceptions of tangible and non-tangible benefits.
Generally, positive relationships have been found between affective commitment and rewards (Burke, 2002; Kuvaas, 2006; Malhotra et al., 2007) . Malhotra et al. (2007) explain this relationship in terms of an act of reciprocity, according to which employees enter organisations with the expectation of being given the right platform to use their skills and to satisfy their needs and desires. Malhotra et al. further claim that when an organisation fulfils employees' monetary and non-monetary expectations, their affective commitment increases. Whilst Kuvaas (2006) found that pay and bonuses contribute to employees' affective commitment, Malhotra et al. (2007) established that intrinsic non-monetary rewards are more powerful predictors of affective commitment than monetary rewards (see also Eby, Freeman, Rush & Lance, 1999; O'Reilly & Caldwell, 1980) . Furthermore, social rewards (i.e. ENMRs), help employees develop trust and interest in pursuing organisational goals (Burke, 2002) . Adeyemo and Aremu (1999) , for example, found that employees who perceived their supervisor as supportive were more affectively committed to their employer. Burke (2002) argues that when supervisors are committed to their subordinates and engage in behaviours that support organisational objectives, employees experience emotional gratification and are more likely to respond by developing trust and modelling their supervisor's behaviours. Based on the above arguments and empirical findings, the following hypotheses have been derived:
• Hypothesis 1: Employees show higher affective commitment to their employer the more favourably they perceive the intrinsic non-monetary rewards, extrinsic non-monetary rewards and extrinsic monetary rewards provided.
• Hypothesis 2: Employees' favourable perceptions of intrinsic and extrinsic non-monetary rewards are more strongly related to affective commitment than perceptions of extrinsic monetary rewards. 
Rewards and intrinsic motivation
Motivation is one of the factors that help employees to perform proficiently (Van Knippenberg, 2000) . Research has distinguished between intrinsic and extrinsic motivation (Frey & Jegen, 2001; Kuvaas, 2006; Melancon, Noble & Noble, 2010; Pierce, Cameron, Banko & So, 2003) . Intrinsic motivation is understood as the inspiration which emanates from the inherent nature of the job, whilst extrinsic motivation is the incentive to do a job, driven by external factors, for example, pay and bonuses . This study will specifically focus on intrinsic motivation. Asad and Dainty (2005) found that employees are largely motivated by intrinsic factors and that it is these factors which contribute to their retention.
The relationship between intrinsic rewards and intrinsic motivation is well established in the literature (Asad & Dainty, 2005; Deci, 1972; Kuvaas, 2006) . The more intrinsic satisfaction employees derive from their job, the more intrinsically motivated they are. In contrast, the relationship between extrinsic rewards and intrinsic motivation is contradictory. Frey and Jegen (2001) conducted an econometric study investigating the effect of monetary rewards in the voluntary sector. Participants in this study decreased their volunteering hours when pay was introduced suggesting that monetary rewards decrease intrinsic motivation. This result can be explained using Pierce et al.'s (2003) argumentation that when presented with monetary rewards individuals are more likely to shift their internal interests from performing a task (internal attributions) to external attributions (pay), hence causing a decrease in intrinsic motivation. Thus, it has been suggested that non-monetary rewards should be used instead to boost employees' intrinsic motivation (Deci, 1972) .
However, in a paid employment relationship it is possible that EMRs enhance intrinsic motivation rather than to decrease it. According to Wiley (1995) employees may perceive monetary incentives as being a form of recognition and positive feedback for their performance and competence. Deci, Koestner and Ryan (1999) noted that when rewards were given independently of any task engagement, as is the case with an employee's salary, and if these rewards were not expected, such as unanticipated bonuses and monetary rewards had a positive association with intrinsic motivation. Employees were satisfied and more intrinsically motivated to give a high quality performance. However, as long as non-monetary rewards were absent a high motivation did not translate into actual high quality performance. Ryan, Mims, and Koestner (1983) , on the other hand, observed that employees' favourable perceptions of monetary rewards were related to an increase in intrinsic motivation when rewards were based on high performance. However, this was only the case if the work environment was supportive. Other studies have also found a positive relationship between a supportive work environment and intrinsic motivation (Brown & Sheppard, 1997; Skinner & Belmont, 1993) . Brown and Sheppard (1997) suggest that employees will successfully fulfil certain work demands if motivated by the supervisor. When supervisors support employees by exhibiting enthusiasm, providing effective guidance, involvement and rewarding desirable behaviour, subordinates' motivation increases (Skinner & Belmont, 1993 ). This claim is also supported by Kirkpatrick and Locke (1996) , who suggest that such extrinsic non-monetary rewards improve the inherent aspects of the job by making it more interesting thereby encouraging intrinsic motivation.
Based on the above, the following hypotheses are postulated:
• Hypothesis 4: Employees show higher intrinsic motivation the more favourably they perceive the intrinsic nonmonetary rewards, extrinsic non-monetary rewards and extrinsic monetary rewards provided.
• Hypothesis 5: Employees' favourable perceptions of intrinsic and extrinsic non-monetary rewards are more strongly related to intrinsic motivation than perceptions of extrinsic monetary rewards.
• Hypothesis 6: Employees' favourable perceptions of intrinsic non-monetary rewards are stronger predictors of intrinsic motivation than extrinsic non-monetary rewards.
Research design Research approach
A correlational research design was employed. The hypotheses were tested using cross-sectional, quantitative data collected via questionnaires.
Research method Research participants
Non-probability sampling was used for sample selection. Questionnaires were distributed electronically and in paper and pencil format to employees in organisations across South Africa using the snowballing technique. Participation was voluntary and 409 participants responded. Seven participants completed less than 75% of the items on several sub-scales in the questionnaire and their responses were discarded from the dataset. Despite having reverse-coded some questions, acquiescence and centrality response bias was observed throughout the questionnaire for three additional participants. Data of these participants was also deleted. The final sample thus consisted of 399 participants; the majority of which were full-time employees (81.3%) and operated at non-management level (69.3%). On average, participants had been employed in their organisations for 53.7 months (SD = 77.8) and had been reporting to their supervisor for an average of 29.1 months (SD = 44.2). Of the overall sample, 211 participants (52.9%) were employed in a large organisation, 118 employees (29.6%) were from a small organisation and 51 employees (12.8%) worked in a medium-sized organisation whilst the rest (4.8%) did not specify the size of their organisations. The majority of participants (72.4%) indicated the presence of a human resource (HR) department in their organisation. Of the sample, 165 participants were men (42.1%) and 226 were women (57.7%). The remaining 0.3% did not provide an answer. Participants' ages varied between 20 and 65 years with a mean of 32.8 (SD = 10.1). The majority of participants were between 20 and 39 years old (77.7%) (see Table 1 for further socio-demographic sample descriptors).
Considering the diversity of the South African population, the sample provides a fair representation of the working population, although it needs to be noted that it is slightly skewed towards younger employees.
Measuring instruments
The questionnaire consisted of a total of 89 items and was designed to assess employees' perceptions of a variety of leadership and HR practices (such as occupational health practices, training and development) and employees' affective commitment, intrinsic motivation and job satisfaction. It comprised ten subscales and an additional section on participants' demographic and employer details.
Responses were provided on a 5-point Likert scale from 1 (strongly disagree) to 5 (strongly agree). rewarded the way they should be' and 'I feel appreciated by the organisation when I think about what they pay me' had carried a negative connotation and were rephrased. A high score on the scale means that employees are highly satisfied with the rewards offered by the organisation.
Research procedure
The research project was approved by the University of Cape Town's Faculty of Commerce Ethics in Research Committee. The data was collected by 51 students in a fourth year Honours' programme who had been requested to recruit at least 10 participants each. Students forwarded the link to an electronic questionnaire or paper-and-pencil questionnaires to various employees. A cover letter outlining the purpose of the study and addressing issues of confidentiality and anonymity was attached to the correspondence. Participants could choose to enter into a lucky draw for a R1000 shopping voucher.
Statistical analysis
All statistical analyses were conducted using the Software Package for the Social Sciences (SPSS), version 18. Reliability (Cronbach alpha and corrected item-total correlations) and validity analyses (principal component analysis) were conducted to establish the appropriateness of the scales. To test the hypotheses, bivariate correlations and multiple regression analysis were used.
Results
Reliability and validity of scales
Scales were considered reliable if their Cronbach alpha value reached at least .70 (Nunnally, 1978) . Item discrimination was assessed by examining the item-total correlations.
The construct validity of the scales was then explored using principal component analysis. The Kaiser-Meyer-Olkin (KMO) measure and Bartlett's test of sphericity were used to determine the suitability of the data for the procedure. Data was considered suitable if the KMO was greater than .50 and Bartlett's test of sphericity was significant. Only factors with eigenvalue greater than 1 were taken into account (Kaiser, 1970) and factor loadings of greater than .30 were considered significant (Kline, 1986 ).
An initial reliability analysis for the affective commitment scale revealed an acceptable Cronbach's alpha coefficient of .88 for the eight items. However, the item-total correlation for one item ('I think that I could easily become as attached to another organisation as I am to this one') was non-significant (r = .14) and the item was thus removed from further analyses resulting in a 7-item affective commitment scale. This affective commitment scale, the INMRs scale, ENMRs scale and EMRs scale demonstrated high internal consistency whilst the intrinsic motivation scale revealed an acceptable level of reliability ( Table 2 ).
The KMO and Bartlett's tests demonstrated that the data was appropriate for principal component analysis to be employed. Each scale had only one emerging component with eigenvalue greater than one and all items loaded significantly on this component (Table 3 ). The expected unidimensionality of each scale was thus confirmed and item responses were averaged into overall scale scores.
Descriptive statistics
The mean scores indicate that participants had relatively high levels of affective commitment, intrinsic motivation, favourable perceptions of INMRs, ENMRs and EMRs (Table 4) .
Results related to hypotheses
To test Hypotheses 1 and 4, Pearson product moment correlation was used. All correlations were significant at the 1% level and moderate, except for the correlations between ENMR, as well as EMR, and intrinsic motivation, which were weak (Cohen, 1988) (Table 5 ). The results thus support Hypotheses 1 and 4: The more employees perceive rewards as favourable the more motivated and committed they are to their employer. In addition, a medium correlation was also observed between affective commitment and intrinsic motivation.
To test the remaining hypotheses, Fisher's r-to-z transformation was used. It was expected that firstly, INMRs and ENMRs would be more strongly related to affective commitment (hypothesis 2) and intrinsic motivation (hypothesis 5) than EMR. Secondly, it was assumed that INMRs would be more strongly related to affective commitment (hypothesis 3) and intrinsic motivation (hypothesis 6) than ENMRs. As expected in hypotheses 2, 3, 5 and 6, INMRs differ significantly from ENMRs and EMRs such that the relationships between INMRs and both, affective and intrinsic motivation are stronger when assuming a 5% significance level. Contrary to hypotheses 2 and 5 no statistically significant difference was observed between EMRs and ENMRs in the strength of their association with affective commitment and intrinsic motivation (Table 6 ).
To explore which independent variables best predicted affective commitment and intrinsic motivation further, multiple regression analysis was conducted. The variance inflation factor determined that multi-collinearity amongst the predictor variables was negligible, as VIF = 1.42 and thus below 5 (Carlsson & Lundström, 2002) .
The overall regression model was significant when using INMRs, ENMRs and EMRs as predictors for affective commitment (F 3, 389 = 123.18, p < 0.01). INMRs, ENMRs and EMRs predicted 48.3% of variability in the criterion variable (R = .70). All rewards categories were significant predictors (significance level 5%), with INMRs emerging as the strongest predictor (Table 7 ).
The regression model was also significant when using INMRs, ENMRs and EMRs to predict intrinsic motivation (F 3, 389 = 48.54, p < 0.05). The regression model accounted for 26.7% of variance in intrinsic motivation scores (R = .52). The standardised beta coefficients (Table 8) show that EMRs are no longer a significant predictor of intrinsic motivation (p = .16) after controlling for INMRs and ENMRs.
These results thus indicate partial support for Hypotheses 2 and 5. As expected, favourable perceptions of INMRs are more strongly associated with the dependent variables than EMRs. However, contrary to assumptions, there was no difference in the strength of association between the two types of extrinsic rewards and the two dependent variables. The multiple regression analysis provided a slightly more differentiated picture: although the bivariate correlations between extrinsic EMRs and ENMRs with intrinsic motivation indicated a similar strength only ENMRs significantly predicted intrinsic motivation. This indicates that when considering intrinsic and the two types of extrinsic rewards together, monetary rewards do not explain unique variance in intrinsic motivation. Thus, employee satisfaction with ENMRs seem to be more important than satisfaction with monetary rewards in predicting staff motivation.
Discussion
The aim of this study was to assess the relationship between employees' favourable perceptions of rewards, affective commitment and intrinsic motivation. The findings by and large support the proposed hypotheses. The following three main findings were revealed:
• The more satisfied employees are with either of the reward types under investigation, the more affectively committed and intrinsically motivated they are.
• This relationship is stronger for intrinsic than for extrinsic rewards.
• Satisfaction with monetary rewards does not predict intrinsic motivation when considered in combination with ENMRs and INMRs satisfaction.
These results highlight that all types of rewards are relevant in building a motivated and committed workforce. However, the three types of rewards investigated in this study have different relative importance. The satisfaction employees derive from the intrinsic characteristics of their job, such as responsibility and tasks appeal, is more important for intrinsic motivation and emotional attachment to the organisation than external rewards in the form of monetary benefits or supervisory support. These findings are in agreement with the outcomes of past research. Melancon et al. (2010) found that intrinsic and extrinsic non-monetary as well as monetary rewards have a positive relationship with affective commitment, but intrinsic rewards, such as role clarity and autonomy, are more strongly associated with affective commitment. Similarly, the current results confirm the findings of Deci (1972) , Deci et al. (1999) and Brown and Sheppard (1997) with regards to intrinsic motivation. Whilst all three types of rewards are associated with intrinsic motivation, non-monetary rewards are more strongly related to the latter.
The current research provides interesting findings for extrinsic monetary rewards in that, in conjunction with intrinsic and extrinsic non-monetary rewards, monetary rewards predict employees' affective commitment but not their intrinsic motivation. This can be explained using the norm of reciprocity and perceptions of fairness and equity. When organisations show commitment towards employees and provide substantively fair bonuses and salary packages that are gratifying, employees reciprocate their loyalty in the form of affective commitment (Burke, 2002) . However, the same does not apply to intrinsic motivation because, being extrinsic in nature, monetary rewards are more likely to lead to extrinsic motivation. This could be explained with the particular characteristics of the sample used in this study. The majority of participants were relatively highly educated employees who had at least obtained a first diploma or degree. This indicates that participants in this study were individuals living above the poverty line and thus in circumstances similar to those in economically developed countries. Had the sample consisted of a majority of low-skilled or unskilled employees who are representative of the poorer local population, the results might have been different. However, organisations are particular concerned about retaining their highly skilled workforce, as it is more difficult to replace these than a lesser skilled employee. It is thus exactly the demographic group represented in this study that is of most interest to organisations. South African employers thus need to take cognisance of the fact that monetary rewards seem to have less relevance in creating and maintaining a motivated and committed workforce in comparison to non-monetary and in particular intrinsic rewards. This is important, as previous research has established a link between affective commitment and motivation and employees' intention to quit in that less committed and motivated employees are more likely to leave the employment relationship (Mowday, 1998; Ramlall, 2004) . Satisfying employees' needs and expectations are thus key aspects of retention; that is, organisations that seek to retain their highly skilled workforce need to provide employees with benefits other than those of a monetary nature. The results have shown that for highly educated employees in South Africa non-monetary, particularly intrinsic rewards contribute more to creating commitment and intrinsic motivation. Employers in South Africa should thus place particular emphasis on designing jobs in such a way that employees find them intrinsically rewarding, for example, by ensuring employees are exposed to a variety of tasks and allowing them to challenge their potential. By strategically managing rewards which are more strongly associated with affective commitment and intrinsic motivation, employers can capitalise on the benefits of a committed workforce.
Limitations and directions for future research
Despite the significance of its findings this study carries two limitations. Firstly, the design followed a correlational approach, meaning that cause and effect between the variables could not be established. It is not clear whether committed and motivated employees perceive their rewards Secondly, other potentially relevant variables were not taken into account. Tang, Kim and Tang (2002) , for example, suggest that perceptions of rewards may be affected by personality characteristics. For instance, Type A employees are characterised by an extreme sense of competitiveness, aggressiveness, ambition and tend to value monetary rewards more than the non-monetary rewards. Future research might thus want to examine whether personality variables affect the relationship between rewards and employees' intrinsic motivation and affective commitment.
Conclusion
The study was conducted to investigate how favourable perceptions of rewards are related to intrinsic motivation and affective commitment in South Africa. A rewards taxonomy differentiated between intrinsic non-monetary, extrinsic non-monetary and extrinsic monetary rewards. Despite its limitations, this study provides significant insights into understanding the contribution of different types of rewards to employees' organisational attitudes in South Africa. In line with past international literature, this study suggests that it is important for South African organisations to emphasise the value of intrinsic rewards as part of their rewards management strategies. By effectively managing their rewards strategies, organisations are likely to attract, retain and capitalise on the benefits of a loyal and high calibre workforce.
